This real-life case addresses the relationship between Corporate Social Responsibility (CSR) and competition in the setting of a global company. It focuses on how a corporation may manage its CSR policies in order to gain competitive advantage in a cutthroat market. In order to illustrate this reality, we present the strategic dilemma from the point of view of the CSR manager of Bombardier -a Canadian multinacional company that manufactures aircrafts and trains -regarding the decision of whether to adopt a competitive or a collaborative approach towards the main competitors in the aerospace industry. Keywords: CSR, shared value, competition, collaboration, multinational company
Introduction
It was seven AM on a mild summer morning in June, 2015. At the Headquarters of Bombardier in Montreal, Kent McDonald 1 , general manager of the Bombardier Aerospace CSR team, awaited his team for an important meeting. The day before Bombardier had announced publicly the first-ever Environmental Product Declaration (EPD) in the aerospace industry, something that would certainly change the way the aircraft industry reported and communicated the environmental impacts of its products.
The purpose of an EPD is to help stakeholders (e.g. clients, communities, regulatory agencies etc.) to understand the environmental impacts of each new aircraft released on the market. The CSeries -the new family of Bombardier aircrafts -provided a platform for the company's release of the EPD. With a competitive environmental scorecard, the CSeries models -CS100 and CS300 -had been designed to enter the fast-growing 100-to 149-seat market to become an alternative source of competitiveness and profitability for Bombardier. Before the issuance of an EPD, however, Bombardier had to develop and approve a Product Category Rule (PCR). A PCR defines what and how information is reported in the EPDs of a certain product category. The PCR is a critical tool in the development of an EPD as it enables transparency and comparability between the environmental performances of different competitors' products. More broadly, the PCR would set a new environmental standard to be followed by Bombardier, as well as influencing other aircraft manufacturers. In the case of the CSeries, this first PCR is valid for 4 years.
To develop a PCR, Bombardier could do it alone, which would make the process faster, thus allowing the release of an EPD in tandem with the launch of the CSeries. The alternative would be to develop it in cooperation with other major players in the industry. Kent and his team were convinced that this PCR would move the whole industry together toward new environmental standards and would benefit a variety of stakeholders in the long term. Although collaboration on critical issues could create a more proactive, transparent and attractive sector in terms of environmental responsibility, stimulating innovation and growth among competitors, such collaboration among competitors could take more time and effort, as each player dealt with different technologies, expectations and goals. As time was a crucial factor for Bombardier to release an EPD together with the launch of the CSeries, Bombardier decided to launch a first PCR alone. The situation demanded special ability and sensitivity from Kent and his team. Now Bombardier is the only airplane manufacturer with this feature in the industry. Kent and his team know that competitors will try to develop something better than the CSeries in terms of environmental performance in the coming years and eventually also release EPDs based on their own PCRs. How should Kent and his team approach this matter? Is competition around environmental performance the best scenario for Bombardier? And for the whole industry? Should cooperation be encouraged for the release of an industry-led new PCR in four years? What Kent's team should do to become a leader in a cooperation scenario?
Back on that mild day in June of 2015, Kent sees the first member of his team arriving for the meeting. He opens his notebook knowing that the EPD has critical implications for the future of the aircraft industry, with respect to both environmental impact, cooperation and/or competition.
Bombardier and Corporate Social Responsibility (CSR)
Founded in 1942 by a young mechanic, Bombardier has become the only company in the world to manufacture both trains and aircrafts. With more than 71,000 employees and US$16.8 billion in revenues in 2012, this global business is headquartered in Montreal, Canada (see other facts and statistics in appendix 1). Its operation is concentrated in North America and Europe, but it has sites and employees all over the world.
Bombardier claims that its role as a creator of solutions for public mobility will become increasingly important as the demand for transportation solutions intensifies in the decades to come. Current estimates project that by 2025 the world's top 600 cities will have more than 2 billion inhabitants and account for 60% of the world's gross domestic product. Experts also predict that by 2050, 64.1% of the developing world and 85.9% of the developed world will be urbanized. Effectively implementing transportation solutions will be critical to addressing urban sprawl and pollution, while at the same time ensuring the prosperity and productivity of these cities. Mass urbanization is just one trend affecting transportation demand 2 .
It has not taken long for Bombardier Aerospace to realize the necessity of fully embracing this new reality. In 2007, Bombardier became a signatory to the United Nations Global Compact (2014), the world's largest corporate citizenship initiative supporting 10 principles in the areas of human rights, labor standards, environment and anti-corruption. Signing the United Nations Global Compact and adopting the 10 principles of social responsibility formalized the commitment of the company to be a good corporate citizen, a major milestone for the organization and a continuation of the founder's vision. Bombardier has also subscribed to a series of other international and industrial standards, commitments and declarations, such as the Air Transport Action Group (ATAG) declaration (Aviation Industry Commitment to Action on Climate Change -see appendix 2), the General Aviation Manufacturers Association (GAMA) and International Business Aviation Council (IBAC) declaration (Business Aviation Commitment on Climate Change), le Union International des Transports Public (UITP) Charter on Sustainable Development (see appendix 3), and the International Network for Environmental Management (INEM) Charter (German Association of Environmental Management Code).
Indeed, CSR has become important to how Bombardier thinks about and conducts its business. However, whereas the company has a history of initiatives towards society and environmental stewardship, a comprehensive CSR framework had been lacking. In the mid-2010s, Bombardier started to design a CSR approach which would soon integrate the company's competitive foundation.
"We have always understood that we cannot be profitable nor create great products if we do not operate in a way that respects our employees, our suppliers, our partners, and our environment". (Bombardier, 2014a ).
Bombardier has embedded its CSR policies in its corporate strategy in the form of three stated priorities: delivering innovation, managing responsibly and supporting communities. This three-sided mandate has coalesced into the CSR mission as stated by the company:
"As the world's only manufacturer of both planes and trains, we provide the transportation solutions of tomorrow that drive value by addressing mobility needs, while respecting planet and people. By conducting our business in collaboration with and to the benefit of our stakeholders, we create the conditions for engaged talent, constant innovation, and eco-efficient products and services that shape The Evolution of Mobility. This is how we move forward, responsibly". (Bombardier, 2014b) These three priorities serve as guidelines to the development of projects in specific areas related to the company value chain. Particularly, Bombardier organizes its CSR projects and activities around six main pillars: products and services, governance, operations, supply chain, responsible citizenship, employees. Acting through these, Bombardier claims that it strives to produce shared value for both business and society. Each pillar is addressed through multiple initiatives designed to enhance the competitiveness of the company while creating meaningful value for society. of stricter government regulations on CO2 emissions; resource scarcity and the growing need for the recyclability of materials; aging aircraft fleets and rail infrastructure; energy price pressures and calls for greater energy efficiency.
The six CSR pillars
Since the creation of the six CSR pillars, Bombardier has conceptualized the production of aircrafts and trains under a product responsibility strategy tailored to the specifics of the industry. The process starts with the design of the products, involves Bombardier's supply chain, manufacturing and testing, product use and maintenance and finishes in the end-of-life of all vehicles. Environmental impact reduction and safety aspects of each step are considered.
The actions on governance involve risk management, the development and application of a code of ethics, and compliance with the Human Rights charter. Bombardier has designed policies for employees that are inclusive, egalitarian and sensitive to local aspects and conditions. All the recruitment, engagement and development phases of human resources are considered. For instance, Bombardier has engaged with universities and governments from around the globe to help train and develop the talents needed by their operation.
Operations have been designed to enhance the security of employees and the environmentalresponsibility of Bombardier. The health, safety and environmental (HSE) policies of the company have been prepared in compliance with international standards such as EMAS, ISO 14.001 and OSHAS 18.001. Among other long-term goals, Bombardier aims to achieve zero occupational illness and carbon-neutral operations.
That its supply chain should reflect its CSR mission is also part of Bombardier's efforts. Through its Supplier Code of Conduct, based on the principles of the United Nations Global Compact, the aerospace and transport company has outlined its expectations for suppliers with respect to legal compliance, labor, health and safety, environment, anti-corruption, ethics, and governance. They are selected, eventually spot-checked and have their performance tracked according to the same expectations (see appendix 4). In doing so, Bombardier tries to guarantee the accordance of its supply chain with local laws and international standards.
Finally, Bombardier works to meet their mandate of responsible citizenship by engaging with local communities. For example, in 2012, the company gave US$6 million to a program called "3Es": education, environment and entrepreneurship. The 3Es strategy was created to provide shared value for local populations and businesses. By investing in education, Bombardier supports the creation of learning opportunities which are expected to strengthen communities in addition to developing a sustainable workforce for the transportation industry. Other forms of community participation have involved a formal employee volunteering program and partnering with pro-environment and society NGOs.
CSR and business opportunities
The environmental issues were the ones that, back in 2014, had the most obvious impact on its competitive context and relationships with Bombardier's stakeholders. It is known widely that the transport sector is a major contributor of CO2 gas emissions, one of the main factors responsible for climate change. According to EPA (United States Environmental Protection Agency, 2014) in the United States transportation accounted for 28% of all greenhouse gas emissions in 2011, which makes it the second largest contributor, after only the electricity sector. In this sense, it is no coincidence that Bombardier's stakeholders have considered respect for the environment among its top priorities.
Around 2010, the company conducted a formal assessment with external stakeholders (customers, suppliers, industry initiatives, labor unions, non-governmental organizations, sponsorship recipients, regulators, and investors) in order to identify the most critical issues they would have to address in the future. The outcome of this consultation was the CSR materiality matrix (see Table 1 ). This matrix has allowed Bombardier to visualize its most pressing issues in relation to those of its stakeholders. Product eco-design, compliance with regulations (which include THE CASE OF CSeries AT BOMPARDIER Diego Antonio Marconatto, Luciano Barin Cruz ________________________________________________________________________________________________ GVcasos | São Paulo | V. 6 | n. 2 | jul-dez 2016 www.fgv.br/gvcasos pro-environment requirements), GHG and other emissions during operations, and impact on biodiversity turned out to be of highest importance to these publics. Instead of an undesirable cost to be borne, the Canadian company foresaw in the increasing environmental demands, a business opportunity to be capitalized on. Its efforts to innovate could be applied to meeting the righteous expectations of its stakeholders concerning the protection of the planet while taking the lead in terms of environmental performance.
Kent and his team began to involve diverse internal publics and management layers in deep strategic discussions about how to transform such an opportunity into business differentiation. Many rounds of conversation, analysis and brainstorming resulted in the strategic decision to keep investing in the development of groundbreaking green technologies and products. That is why Bombardier continued to focus on creating products that address these needs while reaching new levels of environmental responsibility, through initiatives such as exploring the use of alternative fuels and working towards the long-term goal to manufacture 100% recoverable products. The idea is that after some years, Bombardier had the ability to provide alternative pro-environment options to its customers.
The CSeries family of aircrafts appeared as a hope of a new phase for the company by embodying the idea of CSR as a proactive business mechanism, a generator of shared value for business and society and a driver of innovation. The CSeries With a growing need for rapid transportation between major cities, larger aircrafts have become a necessity. However, when seats are not filled on flights between smaller cities, profits decrease and unnecessary fuel is burned, leading to excessive amounts of carbon emissions per passenger. As risky as any other new product project, the CSeries nevertheless presented a new niche opportunity to connect smaller cities to one another.
The CSeries program was kicked off in 2008 and their planes started to fly in 2015. These models fly for short and long ranges and target the 100-to 149-seat market, which had been growing rapidly in recent years. The CSeries family of products comprises two different models: the CS100 (110-seat) and the CS300 (135-seat), both of which compete with different aircrafts from Boeing, Airbus, Embraer, Comac and ATR. Compared to the averages for their competitors' in-production aircrafts for that year, the CSeries models provided economic and environmental advantages, as outlined in Table 2 .
The combination of these characteristics gave the CSeries aircrafts a competitive scorecard which promised to allow Bombardier to set the bar higher for other aircraft manufacturers with regard to environmental requirements. 
Building an Environmental Product Declaration (EPD) through a new Product Category Rule (PCR)
According to Kent, by using the CSeries as its flagship, Bombardier expected to move the aerospace industry beyond current regulations in terms of environmental performance and transparency. To do so, the company planned to issue an Environmental Product Declaration (EPD), the first-ever in this industry, by the time of the CSeries release. In general, an EPD summarizes and communicates the environmental impact of products at all lifecycle phases. Applying the ISO 14021 or 14025 standard and the guiding principles of the international EPD ® system ensures standardization and transparency. These declarations also facilitate dialogue with customers by providing verified and comparable information. Bombardier has also partnered with suppliers to provide input on the lifecycle attributes captured in the EPDs such as:
 Resource (raw material) use.  Recyclability of maintained parts and at end of life.  Energy and fuel efficiency.  Water consumption.  Greenhouse gases, noise and other emissions.
In order to allow their customers and engineers to benchmark their products against those of other companies, in 1999 Bombardier transportation division released an industry-first EPD. The CSeries was the first attempt by the aerospace division to meet the company's goals of ensuring that all Bombardier's products have EPDs.
For the sake of clarity, there are three types of EPD. Type I refers to an environmental label attesting to a specific characteristic of a product. Type II refers to an environmental self-declaration about commitments assumed by an organization. Type III requires the development of a PCR which, in turn, can be prepared by Bombardier alone or in collaboration with other partners in the same industry.
Bombardier prepared an EPD type III for the CSeries -the EPD represents the final stage in the process of communicating the environmental impacts of the product to customers (see Figure 1) . The first stage involved the completion of a life-cycle analysis (LCA) to understand the full environmental implications of the aircraft throughout its lifetime. This included design, supply chain, manufacturing, operation of the aircraft, maintenance and the recyclability of the aircraft at the end of its life.
The CSeries LCA was led by Amrita Krishna, part of Kent's team. She started to work with all CSeries suppliers in 2010 to map the environmental impact of the aircraft's lifecycle and to find ways to minimize it. Each and every supplier had to produce reports about the manufacturing process of their corresponding pieces -from the raw materials used to the industrial waste generated, to the energy and water used in the manufacturing of each of the CSeries components.
The LCA had to be conducted according to the Product Category Rule (PCR). The PCR document had a twofold purpose: first, it had the ambition to establish how the entire industry should conduct their EPDs and LCAs; second, the standardization would allow costumers and other stakeholders to make fair comparisons of the environmental impact of products.
The situation was delicate because it was the first time an EPD had been conducted in the industry and thus would have implications for the competition. The Bombardier CSeries had a competitive environmental performance record, which would be highlighted by an EPD. At the same time, Kent believed that this EPD could push the whole industry to improve its environmental standards.
In addition, at the same time that Bombardier planned to publish its PCR, the European Union (EU) Commission was looking at developing a policy that would make EPDs for products compulsory (European Comission, 2014) . This coincidence could be another factor influencing Bombardier's competitors' perceptions of the project. Decisive coming days… 09:00 in the morning. The whole team is in the room and Kent can start the meeting. He drinks a last cup of coffee and starts the talk. The first PCR has set the rules for how Bombardier Aerospace reports information in its EPDs, and time was a key issue for the decision of developing it alone.
However, should Bombardier consider the next PCR as an opportunity to establish collaboration among the main players in the industry around environmental responsibility? The next four years will be decisive for the industry and Bombardier needs to decide the best positioning to adopt.
